THE

RDBERTBQEE

City of Petersburg 20 Point
Transition Plan for Billing &
Collection Operations

The RoberBobbGroup, LLC
September 30, 2017



[2)ROBERTBOBB

GROUPY

Purpose of this Document

Plan to guide the redesign dktS
Billing & Collection operations.

\_

This document provides a 20 Point Transitia

[ AU

/

Background:/in'Jduly 2017, City Councibapproved thesreinstateme at @ity Collectorbased on

Section3114 of the Gity/Charter/ This /actiontransiticoiection functions from thetr NG =& dzNE

Officeto the chanteredCity_Collectoln August’2017the City’Manager-decidéa combine

Vrllith Bilhodlv@th thehduwtcily YoBect @ A sibKe. ThikTeansyfich Blan/fokuse® on/ azdngoliialad 2 |

Office of Ther City Collectorand UtiliBilling.
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Guiding Principles & D dzI NR

1. TheCity CannotRetreak & A& ONARGAOIf GKI G GKS [/ ]
and collections activities do not stop or be negatively impacfad. disruption to
billing and collections will recreate the same dire financial scenario as in 2016
when Utility Billing did not occur. Not maintaining the current state minimum
level of payment and collections could risk making Payroll and paying vendors.

2. This Effort Requires Strong Executive Oversightie Implementation Team must
include, in addition to the new Director of Billing & Collections, the City Manager,
the Chief Financial Officer, the Procurement Officer, and oskedf or consultants
as needed.

3. Afully integrated Cross Functional Team Will Take Tirgélity staff must learn
City Tax, Revenue and Collections payments and former Treasurer staff must lea
Utility billing This team will neesdtrong financial controls, policiesd
procedures. Combining billing, payments and collection operations into one
office can incentivize fraudulent behavior without strong controls and
management.
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Transition Plan Executive Summar

The Transition Plan is based on 20 Action Items detailed in this document.

1. Create the Implementation Team and Act With Urgendyie revenue
302LIS Aa bmannb aAiAftAzy FNRBY I ff
enterprise where URGENCY is a Top Priority. The new City Collector
Office can potentially result in a significant increase in revenues.

2. Establish One Consolidated Office Space for Utility Billing and Treasurer
Staff in City Hallthis includes staff and the Director (total FTES).

3. Create an Employee Training Plarhe Director must develop a Plan for
Employee Training that includes cross training for a fully integrated Billing
and Collections Office.

4. Implement a Staffing Policyfhe Director must have a Staffing Policy that
manages staff attendance to ensure customer service delivery.

5. RFP Process for all Delinquent Collections Servidésrecommend the
| AGé& A&aadzsS I O2YLINBKSYaA@gS wcCt 7T

Col |ect|0 ns Ser\nces by N ovem ber-'”lE Note: PerithecComp Boardhthe dreasurerncan
keep 2 positions. COun plansassumes:the ether 2

positions join the (CollectorOffice.
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Transition Plan Executive Summar

10.

Start the Real Estate Tax Sale process and cancel the Propel contract.
Sendthe datafile to SandsAndersonand kick start the Real Estate Tax
Sale process. Pdre Propel contractd ¢ KS ¢ NS & dzZNBS NJ | =
principal amounts unpaid to Propel by the Taxp@®y®re

PursueDelinquent Utility Billing CollectionsThe Citytacks gorocess for
collecting delinquenaiccounts. AS40fata showsanaverage monthly
~$200,00Quncollectedutility revenue. The FY2016 CAFEports $..5M

In Utility Accounts Receivable. The City must understand this difference.

Implementthe Comprehensive Recommendations from the Severn
Trent Report:The Director should implement the recommendations to
reforming the Utility Billing office based on the Severn Trent Report.

RFP Process for all Banking Servic€sirrently,Suntrustprovides all
banking services for the City. This service should be competed and fees
negotiated to ensure the best service to the City.

RFP Process f&ecurity ServicesSecuritysystemsimilar to abank and
approved by the Police Department, secupgrsonnelonsite.
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Transition Plan Executive Summar

11.

12.

13.

14.

15.

Implement a Surgétaffing Plan for Peak Payment Period&aff must
ONBIGS I a{dz2NBS {dFrFFAYy3I tftlyé¢ R
and June due datgs

Implement Program Management Office (PM@) manage the entire
transition, including a jointly staffed PMO including the Meters
Supervisor and the Collector.

PublishaRI Af & &/ Adeé [/ I ankthe.ClyfCbllgcdSandw S LI
Finance Director should review it daily.

Reconfigureghe SuntrustLockboxto reduce errors and manual
processes associated today with online bill payment.

Conduct training for all staf(6 Staff and 1 Director) to accesktain
'l {nannZ G6NARAGS ljdzZSNASE YR YI1S SO
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Transition Plan Executive Summar

16.

17.

18.

19.

20.

Report on overall collections monthly to CounancludingPaymentdo
the City, CollectionRemitted,Utility Billings& Collectionsdelinquent
account reporting (what was sent to vendor and what wakected)

RFP Process to replace all manually read meters and all commercial
meters. Manage through the Joint Meters & Billing PMO.

ImplementControls on ALL Staff users of AS400.

Develop Business Process Documentation that includes financial
policies andStandardh LISNJ 0 Ay 3 t NPOSRdzZNBa 6 {

RFP Process for Utility Billing Softwatat includes at a minimum:;
Ability to run a Run a 90 Day Delinquent Report, Run a Cut Off Report,
and view entire customer historyall with 1 Click of a Button



@ Intense & Challenging Transition Period Becomes Steady State by May 2018 >

T L N TR N IS

Transition Project Plan: 4 Stages

October 2017  November 2017 IDecember2017 January2018| February 2018  March 201s| April 2018  May 2018

#1. Create the

Implementati #12. Implement a Program Management Office
on Team

#2. Establish One #4. Implement a

Office Space Staffing Policy #11. Implement Surge Staffing Plan for Payment Periods

1 1
#7. Actively Pursue Delinquent Utility Billing Collections

#3. Create an
Employee Training
Plan

#6. Start the Real Estate I
Tax Sale process.

#19. Create Standard
OperatingProcedures.

#8. Implement the Recommendations from Severn Trent

Vv

#18. Implement Data Entry Controls on AS400 users.

#14. Reconfigure the Lockbox witBuntrust

#5. RFP Process for all Delinquent Collections

#9. RFP Process for all Banking Services #15. Conduct staff training to create AS400 Power Users

#10. RFP Process for all Security services

#20. RFP Process for Utility Billing Software

#17. RFP Process to replace all manually read meters. >I

N4 D4
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RBG Approach

Framework for the Redesign

Billing & Collections
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RBG Framework for the Redesign

It is critical that for each area Policies, Practices & Procedures are well define
w. DQa ¢N}IVAAGARZY tfly F2NI(
Collections is based on 6 key areas:

Customer Service

) Business Processe; Technology
Delivery
Service Delivery: focus on Business Processes: focus on Technol_ogy: focus on the
how staff serve customers how staff and customers underlying systems that
manage the money support the business

and stakeholders

Controls &

Data & Reporting Staffing & Training

Governance

Data & Reporting: focus Controls & Governance: Staffing: focus on People,

{ndata infout of the focus on ensuring financial their roles and skill sets

systems, and reporting integrity and compliance
1
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Create an Implementation Team

A Create arimplementation Teamand Act With Urgency

A The Implementation Team includes tBérector of Billing &
Collections, City Managethe Chief Financial Officethe
Procurement Officerand other critical resources (e.g'¢ 3
parties).

A The scope of revenues is $100+ Million from all City funds.
¢ctKAa Aa I afdlF NI | L odzaAy
Top Priority. The new City Collector Office can potentially
result in a significant increase in revenues.

A THERE IS A HIGH RISK OF IMPLEMENTATION FAILURE

12
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Structure for Management Oversight

A Meets Monthly
A Provides Gouncil Oversight &
Accountability for results

Executive\ManagementTeam

A City Manager A Meets BiWeekly
A ChiefiFinancieDfficer Executive Management II=Y:101) | A Provides Executive Oversight
A Director of Billing:& and Accountability for«esults
Collections
A ProcuremenOfficer
A Dep.CityMgr Operations : :
PMO Coordinator (Directon ©Of
Billing & Collections)

Billing & Collections e MMRE Joint Meters & Billing
PMO Management Toam PMO

Billing & CaollectionsIPMO Joint Meters:&Billing PMO
Director of Billing:& Collections IT Director
Utility Billing -Staff(4) Director of Billing:& Collections
Treasurer Office [Staff (4) Meters Supervisor
Other Advisor/3! Party ((asneeded) Utilities Director

13
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Structure for Executive Management

A Executive Management Team:
1. Providesighlevel oversight, direction, and support
2. Ensureghe PMOexecutes on the Transition Plan
3. Provideresourcesasneedel

A Attendees

City Manager

Chief FinancidDfficer

Director of Billing & Collections
ProcurementOfficer

Dep. CityMgr Operations

AN

A  Meets BiWeekly

14
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Structure for Billing & Collections PMO

A Billing & Collections PMO:
1. ManageProject Plan for Transition
2. ManageReporting to Executive Managemelgam

3. Manage Risko Implementatian

A Attendees
1. Director of Billing & Collections
2. Utility Billing Staff (4)
3. Collector Officestaff (4)
4. Other Advisor/3rd Party (as needed)

A Meets Weekly .
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Structure for Joint Meters & Billing PMO

A Joint Meters & Billing PMO:

1. ManageProjectPlan
2. Reports to Executive Managemelrgam
3. Manage Risk to Implementation

A Attendees
1. IT Director
2. Director of Billing & Collections
3. Meters Supervisor
4. Utilities Director

A Meets Weekly ;
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Aretha R. FerreBBenavides
City Manager/ City Collectq

BlakeRane
CHIEF FINANCE OFFIC
Finance Director

Executive Assistafs

Gerrit VanVoorhees
Director
INFORMATION
TECHNOLOGY

JanetAvelsgard
=l COMputer Systems
Network Manager

SangNuygen
= Network Support
Specialist

Vacant
Data Analyst

Thomas Booker

Help Desk Coordinat

TBD
Director
HUMAN RESOURCE

Vacant
==l HUmMan Resource
Administrator

Kimberly Robinso
=l HUmMan Resource
Administrator

Antoinette Hopki

=] Human Resource
Technician

TBD
Deputy Chiefinanc al
Officer

Customer Servicg
Supervisor

Accountant Grant
Accountant

Darlene Williams
Powell
Account Clerk |

Customer Servicg
Representative

Customer Servicq

Accountant Clerk g .
Representative

Terrance Arrington
Director
BILLING & COLLECTI(

Focus
Area

Customer Servicq

Robert Floyd
Assistant Finance Direct
Budget

TBD

Budget Analyst/Rig

Manager

Lisa Scott
Purchasing
Specialist

EunitaWade

Assistant
Purchasing Age

17

Source: Finance Org Chart developed the City Manager presented to Council on 9/5/17
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Budget Planning Treasurer

Current Treasurer Org Chart

(Before Transition)

FY18
Reimbursable
by Comp
Current State FY 2018 Budgel  Board ity Responsibility
Full Time Salaries (5 positions) 211,432 106,929.04 104,502.96
/ Treasurer \

FICA 16,175 8,180.07 7,994.93
V.R.S. 25,393 2,277.59 23,115.41
Hospitalization/Medical Plans 36,789 36,789.00
Staff Staff Staff Staﬁ City Treasurer Group Insurance 2,770 299.40 2,470.60
Legal Fees - Delinquent Real Estaf 2,500 2,500
Credit Card Fees 720 720
~ - ~ - - IR Other Contractual Services 161,096 161,096
¢CKS OdzNNBY U ¢NBI adzNBNXa A YcrdeelzdRicsrdnreeq1  Qckich | T F 68,464
positions in addition to the Treasurer. Advertihg o e
\ / Office Supplies 25,000 25,000

Comp Board Cost Recoveries (2,056.38)

Total 553,239 115,629.72

Original Treasurer Budget
included $435,552.90

18
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Budget Planning Treasurer

Treasurer Org Chart
(After Transition)

FY18
FY 2018 Reimbursable
/ \ Start October 1 Budget by Comp
Revised to Board (Oct.
Treasure City Collector Reflect CB Min 1) City Responsibility
Full Time Salaries (3 positions) 122,592 99,023 23,569
FICA 9,378 7,575 1,803
Staff Staff
- V.RS. 14,723 2,109 12,614
The Treasu rer can retain 2 City Treasurer Hospitalization/Medical Plans 22,073 22,073
ff oyt Group Insurance 1,606 277 1,329
Sta pOSItIOﬂS Legal Fees - Delinquent Real Estate
Credit Card Fees
Other Contractual Services
i L. i Contractual Services-Adm Fees 68,464 68,464
Note: City Administration needs to Advertising
present to Council a Budget Amendment e suoples — —
that defines the budget of the new Comp Board Cost Recoveries (2,056)
Total | 243,837 106,928 134,853

Collector office based on the
reorganization. Finance needs to work
with the Comp Board to understand the ¢ KS ¢ NBI &dzN
compensation changes. reduces to $134,853
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Budget Planning New Collector

Utility Billing Staff (4) are
funded from the Enterprise
Fund.Note: A portion of the
FY 2018 FY18 ;
Start October 1 Budaet It Budget Reimbursable by City R ibility Director Salary may need to
udget Item X ity Responsibili :
: Revisedto | Comp Board come fromthis fund.
Clty Collector Reflect CB Min (Oct. 1)

Full Time Salaries (3 Positions) 106,581 .

Part-Time | ’ 12,518 A net ne\_N 1 persqn IS

FICA 9,111 includedin this office and

V.R.S. 12,800 H H

Hospitalization/Medical Plans 22,073 Staff WI" need to monitor the

Group Insurance 1,396 C|ty'W|de bUdget to ensure

City Collector Legal Fees - Delinquent Real Estate 5,000 that all positions have a

Credit Card Fees 720 f f d

Other Contractual Services 195,000 source or fun Ing'

Advertising 4,000

Travel 500

Office Supplies 25,000 ]

Comp Board Cost Recoveries _— There IS $394,700 Currently

?'a' s f | — - (394700 >‘ available in the City Collector

16K moved from 5110K to Pay for Council Directed Salary Increases "

Total City Spend (has to be below F17 to stay in Balance) | 545,553 | bUdget to_o_ffset the costs Of

the Transition.

¢KS . dzRISHA FT2NJ UKS ¢NBIFadzZNENQRE hFFAOS IyR GUKS
should be sufficient to support the Transition.

Note: In the event of other staff changes, the assumed staff budget will change.
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One Space for Billing & Collections
A Centralize alb staff andDirectorin City Hall

A This includes 4 Utility Billing sta#fTreasurer
Office staff and the Director (totalFTE}E

A ElectedTreasurer retains 2 staff positions

A There are 4 cashier terminals available for
payments with connectivity to AS400.

A By centralizing all Billing & Collections
operations, customers and staff can solve
billing related questions and make payments
without moving between different buildings.
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= Recommended Structure
for a Consolidated Office of The City Collector

<=

The Director also reports
to the City Manager in
her role as City Collector

This new Org Chart combines 4
Utility Billing staffand 2Treasurer |

Office Staff BlakeRane
CHIEF FINANCE OFFICH
Finance Director

Need for an Office
Manager during
Transition (select from
current staff)

Note: Thismodel
assumes 2 staff wil
come over from

Office Manager Office Space

Treasurer Office ==
' ' Availability
and 2 will remain -
in that office. All = Uil Former Utily There is space for 4
' Tellers and 4 Desks

Billing Staff Billing Staff

new Collector
Office staff must
have cross

Former Utility
Billing Staff
and becomeAS400

functional training,
Gt 246 SNJ |

City Hall to uséor
both Collections and

Former Treasure Utility Billing.
Office Staff

Former Treasure
Office Staff 22

Former Utility

Billing Staff
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What Will the New Office Look Like?

A The new Billing and Collections Office will comiine
staff from Utility Billing with2 staff from the
¢ NB | 4 dzNB ™IS staff hiduliayd director.

A The scope of work for the new office will combine:

1. Treasurer cashier activitietor all revenues and
taxes

2. Treasurer collection activitieor all revenues
and taxes

3. Ultility Billing activitiesfor all accounts
(residential and commercial)

4. Utility Collections activitiedor all accounts
(residential and commercial)
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Need for Cross Training for Staff

A The Director must develop a Plan for
Employee Traininghat includes cross training
for a fully integrated Billing and Collections
Office

A It is Critical for the Directoto cross train alll
aul FF | ONRaa || f functiohs f
I Cashiering, AS4Qfata entry,Lockbox
I Utility Bills, 90 Day Delinguencidgsut Offs
I CustomerEngagemen

I
24
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 Need for Staffing Policy

1. We identified a need for a Staffing Policy that
ensure2 T FAOS G LJ2 6 S NJ id2heS NA& ¢
office during business hours, or back filled with
advance notice

2. oPowerdza Srieflirto key staff in Utility Billing and
0KS ¢NBIF adzNENRa hT¥FAOS
AS400, guery customer accounts and manage data
updates inthe system

3. Staffing and Attendance are within the domain of
the Human Resources department so RBG will defe
to HR to provide this policy

25
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Critical 3 Party Services One RFP

We recommend the  Citysissuene comprehensive RFP far a
GoheysSp shot”2okdll foke2ibdé serFic2sNI | € §

Guiding Principles for RFP Development

. Strong recommendation to reompete the current
contracts for performance based contracts

—

2. Robust emphasis on data reportin ERIENIIRIEIEEES
EVERY area in which
3. Analytics revenues are earned by
A« A U the Cityincluding (e.g.,
4. Y S e t SNJF 2 NI | y @RS Meals Tax, Business Taxd
] Business Licenses, Hote
5. Technology driven Occupancy Taxesfc)

26
The @itysshouldsissueran- RFP fory anyicritichparty senvices:By:Novembers15th
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Critical 3 Party ServicesTreasurer

Send the Data File to Sands Anderson to sthe Real Estate Tax Sale
process.Cancel the Propel contracinmediately. Perthe Propel contract
G¢CKS ¢NBIadzNBENJ FANBSSa (2 NBLI & |Iff¢
Taxpaye® €

1. TACSsigned December 2015, TACS provides collections services on
delinquent accounts; gets paid 20% of any collections made to the City
(TACS gets paid at collections)

2. Propel:signed December 2015, Propel provides loans (up to 14%
Interest) to delinquent taxpayerdNote: per their contract with the
Treasurer, the City must repay any delinquent loans IN FULL to Propel
so Propel is not at risk and also not incentivized to seek repayment

3. Sands Andersorconducts real estate auctions after the appropriate
legal waiting period based on a data file sent froAttion: sendthe
datafile to SandsAnderson to start the tax sale process for accounts
past the normal TACS collections process.

The @itysshouldsissueran- RFP fory anyicritichparty senvices:By:Novembers15th

27
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Critical 3 Party ServicesTreasurer

A These contracts were signed without competition
and we strong recommend they are-cempeted.

A Thesame firms may offer a better arrangement with
a more rigorous procurement process and that
Includes Sands Anderson.

A Finally, managingne comprehensive vendaevhen
possible is bettethan coordination with several.

28
The @itysshouldsissueran- RFP fory anyicritichparty senvices:By:Novembers15th
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Critical 3 Party Services Utility

A Actively Pursue Delinquent Utility Billing Collections: The
City does not currently have a process for collecting
delinquent Utility accounts.

A Utility Billing AS400 data shows on average monthly
~$200,000 in uncollected utility revenue owed by customers.

A TheFY2016 CAFR reports $1.5M in Utility Accounts
Receivable. The City must understand this difference.

A Includewithin scope of comprehensive RFP for Collections

The @ity:should:issue-arRFP .fmnfanycritim
Source: Utility Billing Deep Dive conducted with Janell Sinclair on 9/7/17




